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II. 


TRANSITION  REPORT 

Agency  Status  -  As  of  January,  1983 

(A  Retrospective  Analysis) 


1982  Transition  Report.  OMIS  has  changed  significantly  during  the  past  eight  years.  A 
number  of  the  old  problems  have  been  solved.  Some  new  ones  have  emerged.  OMIS's  late 
1982  transition  report  did  a  good  job  presenting  OMIS's  status  as  of  January,  1983. 


Reported  Problems.  The  1982  report  empha- 
sized eight  problems: 

1)  a  lack  of  understanding  of  information 
technology  (IT)  by  senior  administration  offi- 
cials, and  a  lack  of  attention  to  information 
technology, 

2)  an  inappropriate  positioning  of  OMIS,  an 
ill-defined  scope  of  authority,  and  a  lack  of 
control  of  IT  expenditures, 

3)  severe  staff/personnel  problems,  and  too 
heavy  a  dependence  on  consultants, 

4)  no  adequate  automated  system  in  these 
critical  areas: 

-personnel 
-payroll 
-accounting 
-vendor  payment 
-accounts  receivable 
-capital  project  management 
-criminal  justice 

-registry  of  motor  vehicles  (automobile 
registration  and  titling,  driver  licenses, 
accident  records,  suspensions,  cash  con- 
trol) 

5)  no  shared,  statewide  voice  and  data  com- 
munications network, 

6)  no  priority  setting  procedures  for  OMIS's 
software  development  activities, 

7)  no  long  range  planning, 

8)  and,  finally,  with  reference  to  the  OMIS 
data  center,  little  user  accountability,  and  little 


incentive  for  efficient  use  by  users  of  the  data 
center's  computer  resources. 


Comments  on  the  Reported  Problems. 

1.  Understanding/Attention.  In  1983 
information  technology  was  not  viewed  as  a  major 
player,  and  senior  managers  did  not  expect  it  to 
contribute  solutions  to  the  critical  problems  of  re- 
ducing costs,  providing  better  service  to  the  state's 
many  "customers",  and  giving  employees  new  ways 
to  do  their  jobs  more  efficiently  and  effectively.  In 
consequence,  little  demand  was  made  of  it,  and  its 
practitioners  felt  misunderstood  and  ignored. 

2.  Positioning,  Authority,  Scope,  Con- 
trol. The  administration  did  not  undertake  the 
politically  difficult  task  of  defining  (or  resolving 
questions  about)  OMIS's  scope  of  authority,  either 
programmatically  or  bureaucratically.  On  paper, 
the  Director  of  OMIS  also  served  as  the  Assistant 
Secretary  of  EOAF  for  Systems.  As  such,  he  had 
responsibilities  for  data  processing  generally.  He 
was  given  (delegated)  procurement  approval  au- 
thority, but  his  duties  and  responsibilities  outside 
OMIS  remained  vague  and/or  undefined  in  many 
areas. 

One  area  was  planning.  EOAF  adopted  its  major 
initiatives  with  little  thought  for  their  data  process- 
ing requirements.  OMIS  would  then  be  called 
upon  to  assist  in  the  implementation  of  an  initia- 
tive for  which  OMIS  had  requested  neither  funds 
nor  personnel. 

A  second  area  was  the  allocation  of  resources.  The 
governor  would  submit  his  budget  with  almost  no 
input  from  OMIS  or  any  other  technical  source.  It 
was  only  at  the  point  that  an  agency  wanted  to 
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spend  appropriated  funds  that  OMIS  had  input 
through  its  procurement  review  authority.  (This 
way  of  doing  business  contrasted  significantly 
from  the  way  that  EOAF  budgeted  for  construc- 
tion projects  through  DCPO,  which  was  intimately 
involved  in  the  capital  budgeting  process.) 

A  third  area  was  the  management  of  system  de- 
velopment projects.  If  an  agency  needed  a  system 
and  the  work  was  to  be  done  by  consultants, 
OMIS  would  be  involved  initially,  because  it  had 
to  approve  the  Request  for  Proposals  (RFP)  and 
the  resulting  contract.  But  after  the  vendor  was 
chosen  and  the  contract  signed,  OMIS  had  no  re- 
sponsibility for  the  technical  development  work, 
regardless  of  its  importance  or  the  likely  cost  of  the 
project.  This  was  also  true  if  the  work  was  to  be 
done  by  the  agency  in-house,  with  its  own  staff. 
The  result  was  development  efforts  that  cost 
ridiculously  large  sums  (some  of  which  received 
publicity,  e.g.,  CJIS),  and  yielded  little  or  no  usable 
results  even  after  the  large  expenditures.  (Again 
this  way  of  doing  business  contrasted  significantly 
from  the  way  EOAF,  through  DCPO, 
administered  construction  projects.  Agencies 
simply  were  not  allowed  to  supervise  construction 
projects,  major  or  minor,  on  their  own.) 

3.  Personnel  Resources.  OMIS  was  not 

able  to  attract  or  retain  enough  competent  per- 
sonnel, and  in  consequence,  much  of  its  technical 
work  was  done  by  consultants.  Civil  service  rules, 
bargaining  unit  contracts,  inflexible  personnel 
schedules  and  DPA  procedures  made  the  Com- 
monwealth a  weak  contender  in  a  highly  competi- 
tive market.  OMIS,  like  all  agencies,  was  limited 
by  the  general  salary  schedule  to  salary  levels 
which  were  simply  uncompetitive.  OMIS  was  also 
limited  to  scheduled  civil  service  positions,  and 
thus  any  increase  in  salary  could  only  be  made  as  a 
promotion  to  a  higher  position.  If  none  existed,  or 
if  none  were  vacant,  the  person  just  had  to  wait. 

OMIS  paid  a  high  price  for  its  dependence  on 
consultants.  Their  hourly  rates  were  high.  They 
set  themselves  apart  from  the  employees,  creating 
ill  feelings.  They  usually  got  the  most  interesting 
assignments,  which  further  worsened  personnel 
problems.  They  brought  OMIS  undesirable  at- 
tention. They  had  no  commitment  to  public  ser- 
vice or  the  agency.  In  short,  they  became  yet  an- 
other obstacle  to  retaining  the  good  employees  the 
agency  did  have. 


4.  Statewide  Systems.  Although  it  may 
seem  difficult  to  believe  now,  in  1983  the  executive 
branch  was  a  multi-billion  dollar  enterprise  with- 
out a  single  adequate  administrative  system. 
Administrative  actions  (personnel,  payroll,  pur- 
chasing, and  vendor  payment/accounts  payable) 
were  all  done  via  paper  forms  which  agencies 
submitted  to  the  central  agencies  in  EOAF,  and 
which  the  central  agencies  keypunched  or  sent  to 
outside  data  entry  firms.  Error  correction  was  a 
time  consuming  process,  as  the  forms  had  to  be  re- 
turned, retyped,  resubmitted,  and  rekeyed.  In 
consequence,  in  order  to  operate,  agencies  had  to 
keep  their  own  (paper)  files,  since  the  central 
records  were  difficult  to  access  and  usually  out-of- 
date.  There  was  also  no  standardization.  The  ex- 
ecutive branch  alone  had  over  fifty  different  pay- 
rolls, none  connected  with  the  central  personnel 
records.  A  number  of  them  were  advance  payrolls 
under  which  agencies  wrote  their  own  paychecks 
and  reconciled  with  the  Comptroller's  Office  on  a 
post-audit  basis. 

The  lack  of  adequate  automated  systems  wasn't 
limited  to  EOAF.  For  example,  the  Registry  of 
Motor  Vehicles  was  ridiculed  constantly  for  its 
abysmal  performance.  The  Commonwealth  was 
one  of  the  few  states  without  a  federally  certified 
Medicaid  Management  Information  System,  and 
Public  Safety  had  spent  large  sums  attempting  to 
implement  a  Criminal  Justice  Information  System 
with  little  result. 

In  short,  in  1983  the  executive  branch  could  not 
point  to  a  single  modern  information  system  for  its 
major  functions,  and  its  every  attempt  to  create 
one  had  had  major  procurement,  implementation 
and/or  contract  problems. 

5.  Statewide  Voice/Data  Communica- 
tions Network.  In  1983,  the  executive  branch 
had  half  a  dozen  large  data  centers,  each  in  the 
process  of  creating  its  own  data  network.  No  one 
was  responsible  for  coordinating  network  devel- 
opment, or  for  achieving  efficiency  through  coop- 
eration. Agency  people  worried  about  what  was 
good  for  their  agency,  not  about  what  might  be 
best  for  the  Commonwealth  as  a  whole.  Further, 
voice  and  data  communications  were  administered 
separately. 

6.  Priority  Setting.  Demands  for 
OMIS's  software  services  ran  significantly  ahead 
of  OMIS's  resources.  Lacking  a  priority  setting 
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mechanism,  OMIS  took  jobs  on  a  "first  come,  first 
served"  basis. 

7.  Long  Range  DP  Planning.  The  unit 
responsible  for  technical  planning  was  staffed  by 
people  with  almost  no  technical  skills  and  no 
planning  experience. 

8.  User  Accountability/Service  Levels. 

OMIS's  Data  Center  provided  resources  to  over 
forty  agencies.  These  agencies  were  not  charged 
for  the  resources  they  used,  and  received  no  report 
of  what  those  resources  cost.  There  were  thus  no 
economic  incentive  for  them  to  use  the  data  cen- 
ter's resources  efficiently.  There  was  no  capacity 
planning,  and  budgeting  for  growth  was  done  pri- 
marily on  the  basis  of  an  annual  interview  with  the 
major  users.  The  budget  projections  often  proved 
to  be  wrong,  service  would  deteriorate  during  the 
year,  and  it  would  take  OMIS  a  long  time  to  get 
additional  funds  to  fix  the  problems. 

Unreported  Problems.  In  addition  to  these  eight 
reported  problems,  OMIS  had  several  others: 

9.  Data  Processing  Procurements.  In 
1983,  the  OMIS  unit  responsible  for  data  process- 
ing procurements  was  a  group  of  30  "paper-push- 
ers" with  almost  no  technical  expertise.  The  unit 
did  its  job  so  badly  that  the  Legislature  required  all 
procurement  requests  to  be  sent  to  the  House  and 
Senate  Ways  and  Means  Committees  for  approval 
prior  to  OMIS's  approval.  The  result,  an  immense 
backlog  of  procurement  requests  at  the 
Legislature,  and  an  additional  month  or  two  delay 
before  agencies  could  get  the  data  processing 
goods  and  services  they  needed. 

10.  Technical  Training.  OMIS  lacked  a 
training  component,  and  there  was  no  other  state 
agency  with  that  responsibility.  The  unavailability 
of  training  opportunities  was  one  more  factor  that 
contributed  to  OMIS's  inability  to  compete  with 
the  private  sector  for  competent  technical 


personnel.  Good  people  insist  on  keeping  up  their 
skills.  The  lack  of  training  also  made  it  difficult 
for  employees  to  improve  their  skills  and  job 
performance. 

11.  Assessment  of  New  Technology. 
No  one  at  OMIS  was  responsible  for  evaluating 
advances  in  technology,  and  in  seeing  how  new 
developments  could  be  put  to  use  by  the  Com- 
monwealth. New  technology  was  introduced,  to 
the  extent  it  was,  only  at  the  insistence  of  consul- 
tants. This  lack  made  it  difficult  for  Massachusetts 
to  keep  current,  or  competitive  with  other  states. 

12.  Software  Development  Standards. 
OMIS's  software  developers  had  no  system  devel- 
opment standards,  no  project  management  tools, 
and  no  system  development  methodology.  Most 
development  work  was  done  by  consultants  and 
they  did  it  the  way  they  wanted  to.  This  led  to 
significant  differences  among  systems,  and,  on 
large  projects  with  several  different  groups  of  con- 
sultants, to  systems  that  lacked  even  internal  con- 
sistency. This  state  of  affairs  guaranteed  later  dif- 
ficulties for  OMIS  when  it  had  to  take  responsibil- 
ity for  the  maintenance  and  enhancement  of  those 
systems. 

13.  Disaster  Recovery,  Security,  Stan- 
dards. With  the  exception  of  alternate  arrange- 
ments that  OMIS  had  made  for  processing  Welfare 
checks,  OMIS  lacked  any  ability  to  support  critical 
systems  in  the  case  of  disaster,  even  such  minor 
problems  as  the  loss  of  building  electricity  or  air 
conditioning.  OMIS  also  lacked  adequate 
security,  and  this  problem  had  been  highlighted  in 
several  EDP  audits. 

14.  Poor  Performance.  Finally,  the 
OMIS  Data  Center  had  a  bad  reputation,  and  the 
reputation  was  deserved.  Service  levels  were  er- 
ratic, response  time  was  often  abysmal,  and  batch 
throughput  was  unreliable. 
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III.  Agency  Initiatives 

1983-1991 


The  Office  of  Management  Information  Systems  (OMIS)  has  set  itself  a  large  num- 
ber of  initiatives  during  the  past  eight  years.  The  major  ones  are  listed  below.  Each  group 
of  initiatives  is  preceded  by  the  business  problem  the  initiatives  were  designed  to  eliminate. 


Business  Problem:  Inadequate  administrative 
systems,  and  poor  summary  data  for  senior 
management. 

Initiatives: 

1 .  Create  an  integrated  personnel,  payroll  system 
for  the  executive  branch. 

2.  Replace  the  Comptroller's  monthly  payroll  sys- 
tem. 

3.  Replace  the  Comptroller's  obsolete  accounting 
and  vendor  payment  system. 

4.  Develop  a  personnel  reporting  system. 

5.  Develop  a  Non-Tax  Revenue  Accounts 
Receivable  system. 

6.  Develop  critical  systems  for  other  departments. 

7.  Implement  a  wide  area  network. 

8.  Provide  training  and  support  for  users  of  the 
new  statewide  systems. 


Business  Problem:  High  costs,  inadequate  re- 
turn on  investment  in  information  technology. 

Initiatives: 

1.  Provide  oversight  for  large  software  develop- 
ment projects. 

2.  Review  agency  DP  budget  requests. 

3.  Maintain  a  low  cost  alternative  to  vendors's 
lease  purchase  interest  rates. 

4.  Bring  applications  in-house  from  service  bu- 
reaus. 

5.  Create  blanket  contracts. 

6.  Replace  low-speed,  high  cost  inter-LATA  data 
circuits. 

7.  Audit  telephone  bills,  and  obtain  credits  for 
overcharges. 

8.  Put  mainframe  procurements  out  to  bid. 


Business  Problem:  Obsolete  or  non-existent 
agency  systems,  with  consequent  degraded 
performance,  customer  service,  productivity. 

Initiatives: 

1.  Require,  and  assist  in  the  design  and  implemen- 
tation of,  a  new  automated  system  for  the  Registry 
of  Motor  Vehicles. 

2.  Provide  technical  consulting  to  agencies. 


Business  Problem:  Difficulty  attracting  and 
retaining  skilled  technical  personnel. 
Uncompetitive  salary  levels.  Unprofessional 
working  conditions.  Lack  of  technical  train- 
ing program.  Haphazard  promotional  oppor- 
tunities. 

Initiatives: 

1.  Submit  legislation  to  remove  technical  positions 
from  the  general  salary  schedule,  and  create  broad 
salary  ranges  within  which  agency  management 
has  discretion  regarding  compensation  levels. 

2.  Create  a  training  program  for  technical  staff. 

3.  Provide  a  professional  working  environment. 

4.  Provide  opportunities  for  technical  profession- 
als to  meet,  share  experiences. 

5.  Establish  a  programmer  training  program  for 
Commonwealth  employees. 


Business  Problem:  Erratic  performance  by 
the  OMIS  Data  Center,  inadequate  security, 
insufficient  preparation  for  emergencies. 
Excessive  growth  due  to  lack  of  fiscal 
incentives  for  efficient  resource  usage. 

Initiatives: 

1.  Create  a  capacity  planning  unit. 

2.  Arrange  emergency  alternatives  for  critical  sys- 
tems. 
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3.  Install  adequate  security  measures. 

4.  Enhance  network  management. 

5.  Provide  database  administration. 

6.  Implement  a  chargeback  system. 

7.  Automate  computer  operations. 

8.  Install  emergency  generators. 

9.  Standardized  user  interface. 


Business  Problem:  Getting  data  processing 
goods  and  services  on  a  timely  basis,  at  prices 
reflecting  the  Commonwealth's  purchasing 
power. 

Initiatives: 

1.  Hire  technical  personnel  to  conduct  procure- 
ment reviews. 

2.  Revise  procurement  regulations  and  proce- 
dures. 

3.  Establish  blanket  contracts  for  commonly  pro- 
cured goods  and  services. 

4.  Gain  vendor  respect,  monitor  vendor  contract 
performance,  conduct  orientation  sessions  for 
vendors  not  familiar  with  the  Commonwealth's 
procedures. 


5.  Convince  Ways  and  Means  Committees  to  re- 
turn review/approval  authority  to  OMIS. 


Business  Problem:  No  information 
technology  plan,  IT  policies  or  standards. 

Initiatives: 

1.  Create  first  Massachusetts  Information 
Technology  Plan. 

2.  Establish  and  publish  information  technology 
policies. 

3.  Work  with  the  Governor's  Advisory  Committee 
on  Information  Technology. 


Business  Problem:  Poor  systems  development 
environment.  No  procedures  for  setting  sys- 
tem development  priorities. 

Initiatives: 

1.  Improve  development  environment. 

2.  Establish  mechanism  for  setting  priorities. 
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IV.  Progress  Made  in  Implementing  OMIS  Initiatives 

1983-1991 


Business  Problem:  Inadequate  administrative  sys- 
tems, and  poor  summary  data  for  senior  manage- 
ment. 

Results: 

New  Administrative  Systems.  During  the  past  eight 
years  OMIS  has  implemented  an  impressive  set  of  cen- 
tral, on-line  administrative  systems.  These  systems 
include  an  integrated  personnel/payroll  system  for  ex- 
ecutive branch  agencies  (PMIS)  and  a  new  payroll  sys- 
tem for  the  legislature,  the  constitutional  offices,  the 
judiciary,  and  part  of  higher  education  (CAPS).  With 
the  help  of  the  Comptroller's  Office,  OMIS  has  also 
installed  a  new  accounting  and  vendor  payments  sys- 
tem (MMARS). 

OMIS  has  made  major  enhancements  to  PMIS  since  its 
initial  implementation:  attendance  calendars,  an  '03' 
payroll,  direct  deposit,  automation  of  the  Performance 
Management  System,  labor  distribution,  long  term 
disability,  object  code  revisions,  DCAP,  sick  leave 
statistics,  savings  bond  deductions,  COBRA,  pension 
reform  changes,  automation  of  the  Employee 
Performance  Review  System,  an  interface  to  DPA's 
ELIPSYS  system,  and  attrition/workforce  reports. 

Major  enhancements  made  to  MMARS  include: 
CBARS  (affirmative  action),  an  interface  to  the  Budget 
Bureau's  MASSFABS  system,  fiscal  reform  changes, 
object  code  revisions,  fixed  assets,  lapsing  of  encum- 
brances, 1099  processing,  and  an  automated  AF-29 
form.. 

Personnel  Data.  OMIS  began  the  development  of  a 
personnel  reporting  system  with  EOAF's  support  in 
late  1989.  Known  as  PARIS  (Personnel,  Administra- 
tive, Reporting,  and  Information  System),  the  system 
combines  personnel  data  from  PMIS,  CAPS, 
MMARS,  and  the  University  of  Massachusetts's  per- 
sonnel system  (HRMIS).  A  PARIS  prototype  is  avail- 
able now  that  provides  on-line  access  to  such  high-level 
information  as  the  number  of  full-time  equivalent 
(FTE)  employees  for  each  branch  and  level  of  gov- 
ernment. The  first  production  release  of  PARIS  is 
scheduled  for  March,  1991. 


Non-Tax  Revenue.  At  present  each  department  of 
the  Commonwealth  operates  autonomously  in  collect- 
ing and  reporting  non-tax  revenues.  The  initial  goal  of 
the  new  Non-Tax  Revenue  system  is  to  centralize  ac- 
counting and  reporting.  In  effect,  this  system  will 
provide  the  Comptroller  a  modern,  centralized,  on-line 
accounts  receivable  capability.  Analysis  is  underway 
and  the  first  production  release  is  scheduled  for  July, 
1991. 

Departmental  Systems.  OMIS  has  developed  or  en- 
hanced critical  systems  for  several  departments,  in- 
cluding a  capita]  project  management  system 
(CAPICS)  for  the  Department  of  Capital  Planning  and 
Operations,  on-going  support  for  the  Group  Insurance 
Commission's  MAGIC  system,  a  case  tracking  system 
for  the  Department  of  Industrial  Accidents,  several 
billing  and  licensing  systems  for  the  Department  of 
Registration,  a  billing  system  for  the  Office  of 
Telecommunications,  and  a  Universal  Health  Insur- 
ance billing  and  collection  system  for  the  Department 
of  Employment  and  Training. 

Wide  Area  Network.  Agencies  bought  personal 
computers  from  OMIS  blanket  contracts  and 
connected  them  together  into  local  area  networks 
(LANs)  using  equipment  from  OMIS  blanket 
contracts.  OMIS  then  took  the  third  step,  and  began 
to  hook  the  LANs  together  into  one  large  wide  area 
network.  Over  fifty  LANs  in  three  secretariats  are  now 
connected  together,  and  the  2,500  users  have  access  to 
electronic  mail,  file  transfer,  the  OMIS  data  center,  and 
a  superb  global  name  directory.  Future  capabilities 
now  being  tested  on  the  OMIS  LAN  include  outgoing 
FAX  capability  (the  ability  to  send  a  FAX  message  to 
someone  directly  from  one's  personal  computer  or 
workstation),  dial-out  access  to  public  databases,  and 
internal  access  to  data  resident  on  CD-ROM  drives. 

To  help  support  the  systems  managers  responsible  for 
the  Commonwealth's  local  area  networks,  OMIS  also 
started  a  users  group  which  has  become  a  popular,  vi- 
able organization. 

User  Training.  To  enable  agencies  to  access  and  cre- 
ate ad  hoc  reports  from  their  personnel,  payroll,  and 
accounting  data  in  PMIS  and  MMARS,  OMIS  in- 
stalled a  user-friendly  access  system  called  IMAGINE, 
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and  took  responsibility  for  training  Commonwealth 
employees  to  use  it.  Classes  are  conducted  weekly  in 
OMIS's  terminal-equipped  training  facilities. 

Business  Problem:  High  costs,  inadequate  return 
on  investment  in  information  technology. 

Results: 

Software  Development  Project  Oversight.  In  1987 
an  EOHS  agency  spent  over  $15  million  and  had  no 
system  to  show  for  the  investment.  Because  of  this  and 
similar,  smaller  problems,  the  Legislature  wrote  into 
OMIS's  line  item  a  requirement  that  funds  could  not  be 
spent  for  software  development  projects  costing 
$500,000  or  more  without  OMIS's  approval.  OMIS 
now  has  a  statutory  mandate  to  review  agency  soft- 
ware development  projects,  and  make  sure  they  stay  on 
track. 

Review  of  Agency  Data  Processing  Budget  Re- 
quests. Although  OMIS  initiated  a  pilot  project  with 
the  Budget  Bureau  in  1988  which  identified  significant 
savings  in  several  EOAF  agency  budgets  (over  $1  mil- 
lion), savings  which  could  be  taken  without  harm  to 
the  agencies's  missions,  the  pilot  was  not  repeated  the 
following  year. 

Lease  Interest  Rates.  OMIS  has  kept  a  contract  for 
Tax  Exempt  Lease  Purchase  funds  in  place  since  1986. 
By  combining  the  Commonwealth's  purchasing  power, 
OMIS  has  been  able  to  obtain  interest  rates  that  aver- 
aged 6.9%  over  the  past  six  years,  significantly  less  than 
the  rates  which  vendors  were  offering. 

In-Sourcing.  Welfare's  Food  Stamp  Program,  when 
run  by  EDS  (Electronic  Data  Systems)  at  its  data  cen- 
ter, cost  Welfare  approximately  $400,000  a  year. 
OMIS  worked  with  Welfare  to  bring  the  system  in- 
house,  i.e.,  to  the  OMIS  data  center.  Currently  Wel- 
fare's costs  are  $150,000,  a  savings  of  $250,000  per 
year. 

Blanket  Contracts.  OMIS  created  over  twenty  blan- 
ket contracts  for  frequently  procured  data  processing 
goods  and  services.  These  contracts  not  only  simplified 
the  procurement  process  for  agencies,  cities,  towns,  and 
other  governmental  entities,  they  also  yielded 
significant  savings.  Before  blanket  contracts  were 
available,  each  agency  had  to  conduct  a  separate 
procurement  each  time  it  needed  something.  The  pro- 
curements were  for  small  numbers  of  items,  and  ven- 
dors bid  accordingly.  Blanket  contracts,  although  they 
did  not  guarantee  any  specific  number  of  purchases, 
were  reusable  and  lasted  for  two  to  five  years. 


Knowing  that  repeat  sales  were  possible  if  they  pro- 
vided good  service,  vendors  gave  much  better  prices 
and  better  service.  (A  list  of  the  blanket  contracts 
OMIS  established  is  included  in  Section  V.) 

High-Speed  Communications.  OMIS  replaced  a 
number  of  expensive  circuits  between  the  617  and  413 
area  code  areas  with  one  high-bandwidth  T-l  trunk  be- 
tween Boston  and  Springfield.  Savings  approach 
$150,000  per  year. 

Telephone  Audit.  OMIS  became  responsible  for  part 
of  the  voice  communications  network  in  1990.  After  a 
preliminary  audit  of  telephone  bills,  OMIS  presented 
evidence  to  New  England  Telephone  that  resulted  in 
over  $6.4  million  in  credits  for  various  overbillings.  In 
addition,  contract  changes  yielded  over  $1.0  million  in 
on-going  annual  savings.  Large  additional  savings 
(over  $2  million)  will  be  achieved  next  through 
equipment  audits. 

Competitive  Mainframe  Procurements.  Because 
IBM  has  over  70%  of  the  mainframe  computer  market, 
there  are  other  vendors,  Amdahl  and  Hitachi  Data 
Systems,  that  can  profitably  manufacture  compatible 
equipment.  Thus  there  is  competition,  and  OMIS  has 
achieved  significant  savings  through  competitive  pro- 
curements. Breaking  a  long  tradition  of  using  only 
IBM  equipment,  OMIS  bid  a  mainframe  upgrade  in 
1984,  Amdahl  won,  and  OMIS  saved  over  $1.5  million. 
Later,  in  1987,  OMIS  again  put  an  upgrade  out  to  bid, 
Hitachi  Data  Systems  won,  and  OMIS  again  saved 
almost  $2.0  million.  Additional  savings  have  come 
from  bidding  disk  drives  and  other  peripheral 
equipment. 

These  savings  are  not  available  to  the  Commonwealth 
data  centers  with  Unisys/Sperry  or  Unisys/Burroughs 
equipment.  Because  of  Unisys's  small  market  share,  no 
third  party  manufactures  compatible  equipment. 
There  is  thus  no  competition,  and  OMIS  has  tried  to 
get  these  Unisys  data  centers  to  become  IBM-compat- 
ible, so  they  can  take  advantage  of  the  competition  in 
that  market  and  realize  significant  savings.  To  make 
the  conversion,  the  data  centers  would  have  to  change 
both  their  hardware  and  their  software,  so  the  oppor- 
tunity to  change  arises  very  infrequently.  Unfortu- 
nately, one  of  the  Unisys  data  centers  did  get  funds  to 
replace  both  its  hardware  and  its  major  software,  but 
chose  not  to  convert.  OMIS  estimates  that  the  lack  of 
competition  in  this  case,  and  the  higher  cost  of  building 
software  in  the  Unisys  environment,  has  cost  the 
Commonwealth  over  $15  million. 


Office  of  Management  Information  Systems  --  Transition  Report,  Part  IV 


Business  Problem:  Obsolete  or  non-existent 
agency  systems,  with  consequent  degraded  perfor- 
mance, customer  service,  productivity. 

Results: 

Registry  of  Motor  Vehicles.  In  1984  the  Registry 
asked  to  patch  up  its  obsolete  equipment.  OMIS  re- 
jected the  request,  and  required  that  the  RMV  issue  a 
competitive  procurement  for  new  software  and  new 
hardware.  The  winning  team  of  vendors  constructed  a 
new  data  center,  installed  new,  state-of-the  art  main- 
frame equipment,  and  developed  an  on-line,  interactive 
system,  ALARS,  to  run  on  it.  The  latter  development 
proved  to  require  very  significant  involvement  by 
OMIS  management  and  personnel  for  several  years. 
The  new  system  has  proven  its  worth.  The  RMV  now 
has  the  automated  tools  it  needs  to  provide  good  ser- 
vice to  its  customers,  to  manage  its  revenue  collections, 
and  to  enforce  license  suspension  laws  (for  the  first 
time).  The  new  system  also  made  possible  an  award- 
winning  enhancement  which  the  Registry  completed 
this  past  year  to  reduce  the  number  of  uninsured 
motorists  in  the  Commonwealth. 

Technical  Consulting.  OMIS  has  completed  a  long 
list  of  successful  consulting  jobs  for  other  Common- 
wealth agencies.  Most  recently,  OMIS  saw  the  need 
for  coordinating  the  Commonwealth's  efforts  to  de- 
velop geographic  information  systems  (GISs),  and  it 
took  the  lead  in  forming  a  Geographic  Information 
Committee  with  members  from  state  agencies,  cities 
and  towns,  authorities,  educational  institutions  (both 
public  and  private),  and  GIS  vendors. 

OMIS  helped  the  District  Attorneys  Association  im- 
plement the  same  case  tracking  system  (PROMIS)  in 
all  Massachusetts  counties.  Among  many  other  en- 
gagements, it  has  helped  the  Rate  Setting  Commission 
implement  a  departmental  system,  and  the  Depart- 
ments of  Public  Health  and  Mental  Health  install  criti- 
cal hospital  billing  systems. 

OMIS  has  also  helped  the  Department  of  Public 
Works  procure  CAD  equipment  both  for  itself  and  for 
contractors  on  the  Central  Artery  Project,  and  the  Ex- 
ecutive Office  of  Environmental  Affairs  obtain  a  secre- 
tariat IT  plan  and  compatible  departmental  systems  in 
the  secretariat's  constituent  agencies. 

More  recently,  OMIS  has  worked  with  the  Department 
of  Public  Welfare  by  providing  information  about 
efforts  being  made  in  other  states  to  control  Medicaid 
costs,  and  the  Executive  Office  of  Public  Safety  to 
upgrade  the  communications  link  between  the  Registry 


and  the  EOPS  data  center,  to  provide  additional 
Registry  informtion  to  local  law  enforcement  agencies, 
and  to  determine  the  feasibility  of  a  single  incident 
reporting  system  for  the  four  state  level  police  forces 
(State  Police,  Registry  Police,  MDC  Police  and  Capital 
Police). 


Business  Problem:  Difficulty  attracting  and  re- 
taining skilled  technical  personnel.  Uncompeti- 
tive salary  levels.  Unprofessional  working 
conditions.  Lack  of  technical  training  program. 
Haphazard  promotional  opportunities. 

Results: 

Technical  Pay  Law.  With  the  help  of  the  Governor's 
Advisory  Committee  on  Information  Technology, 
OMIS  successfully  introduced  legislation  in  1983  es- 
tablishing a  separate,  and  significantly  different,  salary 
schedule  for  technical  positions.  This  law  has  made  it 
possible  for  all  Commonwealth  agencies  to  offer  com- 
petitive salaries,  compete  with  the  private  sector,  and 
reduce  their  dependence  on  consultants. 

Technical  Education.  OMIS  added  a  bureau  for 
technical  education  in  1986.  Since  that  time,  BTE  has 
maintained  a  full  schedule  of  technical  classes  for  all 
Commonwealth  employees,  published  a  course  catalog 
annually,  issued  monthly  updates,  and  prepared  indi- 
vidualized training  plans  for  OMIS's  key  technical 
employees. 

Professional  Environment.  In  addition  to  the  Tech- 
nical Pay  Law,  which  provided  salary  equity,  OMIS 
has  made  significant  efforts  to  provide  its  employees  a 
professional  working  environment,  adequate  equip- 
ment and  professional  software  tools,  regular  perfor- 
mance reviews  and  promotional  career  ladders. 

Informal  In-Service  Training  for  Agency  MIS  Per- 
sonnel. OMIS  established  a  speakers  series,  featuring 
well-known  speakers  in  the  information  technology 
field. 

Also,  with  help  from  the  Kennedy  School,  the  MITRE 
Corporation,  Boston  University  and  others,  OMIS  has 
conducted  a  series  of  seminars  for  MIS  Directors  and 
their  senior  staff  from  1986  on.  The  conferences  were 
well  received,  well  attended,  and  much  appreciated. 
Many  MIS  Directors  are  somewhat  isolated  from  their 
technical  peers,  and  welcome  the  opportunity  to  meet 
each  other,  discuss  problems  and  share  solutions  to 
common  problems. 
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Finally,  the  OMIS  data  communications  unit  has  insti- 
tuted a  Data  Communications  Round  Table  for 
agency  personnel  responsible  for  data  or  voice  com- 
munications. The  group  meets  monthly.  Speakers  are 
invited  from  various  public  and  private  firms.  Topics 
have  included  ISDN,  recent  tariff  changes,  and  auto- 
mated network  management. 

Programmer  Training.  In  1988,  for  the  first  time  in 
the  history  of  the  Commonwealth,  OMIS  conducted  a 
Programmer  Training  Program  (PTP)  designed  to  turn 
Commonwealth  employees  with  an  apptitude  for 
programming  into  entry  level  programmers.  A  class  of 
twelve  was  selected  from  over  800  applicants  through 
interviews,  and  aptitude  test  scores.  On  completion  of 
the  thirteen-week,  full-time  program,  the  twelve 
graduates  received  placements  in  agencies,  and  began 
programming.  They  have  succeeded  beyond 
expectation. 

Business  Problem:  Poor  performance  by  the 
OMIS  Data  Center,  inadequate  security,  and 
insufficient  preparation  for  emergencies.  Also, 
excessive  growth  due  to  lack  of  fiscal  incentives 
for  efficient  resource  usage. 

Results: 

Capacity  Planning.  In  April,  1986,  the  Data  Center 
"hit  the  wall",  i.e.,  response  time  for  on-line  systems 
went  off  the  chart.  The  cause:  lack  of  capacity.  This 
crisis  highlighted  OMIS's  lack  of  a  capacity  planning 
unit  and  one  was  created  immediately.  The  unit  pub- 
lishes regular  reviews  of  OMIS's  current  and  future 
needs.  Since  the  unit's  inception,  the  data  center  has 
never  again  "hit  the  wall". 

Contingency  Planning/Disaster  Recovery.  Al- 
though OMIS  is  responsible  for  a  payroll  for  over 
65,000  individuals,  it  had  taken  no  steps,  as  late  as 
1986,  to  obtain  an  alternate  processing  site,  in  the  event 
of  equipment  failure  at  the  Data  Center.  Negotiations 
were  initiated  with  the  Registry  of  Motor  Vehicles,  and 
now  the  Registry  Data  Center  has  been  configured  so 
that  it  can  serve  as  an  alternate  processing  site  for 
OMIS's  critical  systems  in  the  event  of  trouble. 

Security.  OMIS  began  a  series  of  security  steps  in 
1985  by  installing  a  port  protection  device  to  protect  its 
dial-up  ports.  In  1987  OMIS  established  an  infor- 
mation security  unit.  RACF  was  installed  next,  and 
14,000  access  identification  codes  and  passwords  were 
set  up  for  the  data  center's  users. 


Network  Management.  The  OMIS  network  has 
grown  from  100  to  235  data  circuits  since  1984,  and 
supports  over  5,000  terminal  devices.  Management  of 
this  network  has  become  a  significant  problem.  OMIS 
implemented  automated  network  operation  in  1988.  In 
addition,  it  has  integrated  its  network  with  OMIS's 
wide  area  network,  to  provide  mainframe  access  to 
personal  computers,  and  recently  it  added  a  DEC- 
NET/SNA  gateway  to  provide  efficient  mainframe  ac- 
cess for  agencies  with  DEC  departmental  systems. 

Database  Administration.  In  1987  OMIS  formed  a 
database  unit.  At  present  roughly  one-third  of  the 
data  center's  on-line  disk  storage  is  under  control  of 
the  center's  database  management  system.  Members 
of  the  unit  help  agency  programmers  make  efficient  use 
of  the  center's  fourth  generation  language  facilities, 
especially  in  the  area  of  file  access. 

Chargeback  System.  In  1986  OMIS  received  ap- 
proval to  establish  rates  for  its  data  center,  bill  agen- 
cies for  their  use  of  its  resources,  put  a  portion  of  the 
receipts  in  a  retained  revenue  account,  and  spend  the 
retained  revenue  without  reappropriation.  For  the  first 
time  in  OMIS's  history  users  had  an  economic  in- 
centive to  use  the  data  center's  resources  efficiently. 

The  chargeback  system  has  proven  to  be  very  success- 
ful. Agencies  have  made  significant  efforts  to  reduce 
printing,  free  up  allocated  but  unused  on-line  storage, 
defer  low  priority  jobs  from  prime  to  non-prime  shift, 
and  take  other  steps  to  reduce  costs,  which  are  now 
their  costs.  Further,  OMIS  has  been  able,  with  the  re- 
tained revenue,  to  respond  on  a  much  more  timely  ba- 
sis to  user's  needs  for  additional  resources.  The 
chargeback  system  has  proven  to  be  a  complete  suc- 
cess. 

Automated  Operations.  The  Data  Center  has  in- 
stalled the  following  as  steps  towards  a  fully  automatic 
operations  center:  Valu-Lib  tape  management  system 
(1983),  Job  Scheduling  (1987),  and  a  roll  print  feeder 
(1988).  Under  evaluation  is  a  helical  scan  device  that 
would  eliminate  about  65%  of  the  center's  tape 
mounting  activity. 

Emergency  Generators.  With  the  help  of  the  De- 
partment of  Capital  Planning  and  Operations,  OMIS 
has  installed  diesel  generators  with  1750  KW  of  output 
on  the  roof  of  the  McCormack  Office  Building  to 
provide  emergency  electric  power  in  the  case  of 
brownouts  or  blackouts  in  the  commercial  power  grid. 

Standardized  Procedures.  The  data  center  has  stan- 
dardized all  of  the  forms  agencies  need  to  request  ser- 
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vices  from  the  data  center,  or  use  its  resources.  It  has 
also  standardized  all  communications  from  the  data 
center  into  three  series  of  publications:  customer  bul- 
letins, technical  bulletins  and  product  bulletins.  To 
date  over  90  bulletins  have  been  issued  to  the  data  cen- 
ter's user  community.  The  data  center  has  also  stan- 
dardized data  set  naming  in  preparation  for  the  im- 
plementation of  an  automated  storage  management 
system,  a  more  efficient  way  of  storing  data  at  the  data 
center.  Most  of  the  forms  and  bulletins  are  available 
on-line. 

Conclusion.  During  the  past  eight  years  OMIS  has 
made  very  significant  improvements  in  data  center  op- 
erations. OMIS  is  now  a  professionally  run,  well-re- 
spected data  center.  It's  costs  are  well  below  market. 
It  has  a  well-trained,  motivated  staff,  and  it  has  re- 
duced costs  each  year  while  providing  more  services. 


Business  Problem:  Agencies  were  faced  with  a 
difficult,  time-consuming  process  to  procure  data 
processing  goods  and  services.  Further,  they  paid 
unnecessarily  high  prices,  and  had  little  leverage 
to  ensure  good  service. 

Results: 

Technically  competent  procurement  staff.  OMIS 

was  able  to  recruit  technical  staff  for  its  procurement 
unit  for  two  reasons:  One  was  the  technical  pay  law, 
which  enabled  OMIS  to  compete  with  the  private  sec- 
tor in  salaries.  The  other  was  OMIS's  improving  rep- 
utation, and  the  fact  that  the  procurement  unit  was 
part  of  a  larger,  technically  competent  organization. 

Revised,  Streamlined  Procedures.  OMIS  com- 
pletely rewrote  EOAF's  procurement  regulations, 
improved  them  significantly,  and  published  a  guideline 
that  summarized  the  major  types  of  procurements  and 
the  amount  of  time  an  agency  would  need  to  complete 
each  type  of  procurement. 

Blanket  Contracts.  Prior  to  1983,  if  a  department 
wanted  a  word  processor,  it  issued  an  RFP,  evaluated 
the  results,  negotiated  a  contract  with  the  winning 
vendor,  and  then  took  delivery.  If  it  later  needed  addi- 
tional units  OMIS  required  it  to  repeat  the  entire  pro- 
cess. Under  that  policy,  a  department  would  end  up 
with  incompatible  models  from  various  vendors,  and 
significant  problems:  files  could  not  be  transferred 
among  the  different  vendors's  equipment,  employees 
had  to  be  retrained  if  they  moved  to  a  unit  with  a  dif- 
ferent vendor's  equipment,  and  equipment  mainte- 
nance could  not  be  unified.  Further,  each  procurement 


took  an  inordinate  amount  of  time,  and  the 
Commonwealth  was  unable  to  use  its  full  purchasing 
power,  as  each  procurement  was  for  a  small  number  of 
units. 

In  1983,  OMIS  took  the  first  step  to  end  this  state  of 
affairs.  It  created  what  is  known  as  a  "blanket  con- 
tract", a  two  to  five  year  term  pricing  agreement  that 
state  agencies,  cities,  towns  and  other  governmental 
units  could  use  whenever  necessary.  Blanket  contracts 
were  established  competitively,  and  eliminated  the  need 
for  repetitive  departmental  RFPs.  They  therefore 
saved  agencies  significant  time  and  effort.  Further, 
since  agencies  could  order  from  the  same  vendor  as 
they  added  additional  equipment,  they  were  allowed 
compatible  growth.  Finally,  by  in  effect  combining 
numerous  small  procurements,  OMIS  got  significant 
price  discounts  for  agencies. 

Within  several  years,  OMIS  had  as  many  as  20  blanket 
contracts  in  place,  ranging  from  cabling  services 
through  personal  computers  to  terminals  and  disk 
drives  for  mainframes. 

Vendor  Relations.  OMIS  earned  respect  from  the 
vendor  community  by  its  even-handed  and  fair  admin- 
istration of  the  DP  procurement  process,  and  by  its 
willingness  to  listen  to  vendors's  issues  and  problems 
with  the  procurement  process.  OMIS  also  conducted 
semi-annual  "How  to  Do  Business  with  the  Common- 
wealth" seminars  for  vendors  that  were  not  familiar 
with  the  Commonwealth's  procedures. 

Return  of  AF-29  Approval  Authority.  By  1984  the 
Ways  and  Means  Committees  agreed  that  OMIS  had 
significantly  improved  its  procurement  unit,  and  re- 
moved the  requirement  that  data  processing  requests 
(known  as  AF-29  forms)  be  forwarded  to  them  for  ap- 
proval. OMIS  viewed  this  change  as  a  vote  of  confi- 
dence for  its  efforts  to  recruit  technically  knowledge- 
able people  for  its  procurement  unit,  and  its  adminis- 
tration of  EOAF's  data  processing  procurement  regu- 
lations and  procedures. 


Business  Problem:  No  information  technology 
plan,  no  IT  policies,  and  no  standards.  Weak 
relationship  with  the  Governor's  Advisory 
Committee  on  Information  Technology  (GACIT). 

Results: 

GACIT.  At  OMIS's  request,  GACIT  increased  its 
membership  with  specialists  in  the  areas  of  office  au- 
tomation and  telecommunications,  a  chief  information 
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officer  from  a  large  corporation,  and  the  president  of  a 
database  oriented  software  development  firm.  Also  at 
OMIS's  request,  GACIT  hired  a  consultant  to  review 
OMIS's  competitive  procurement  procedures  and 
regulations,  and  recommended  to  EOAF  and  the  Gov- 
ernor that  OMIS's  regulations  not  be  changed  in  the 
ways  suggested  by  the  Inspector  General's  Office. 
GACIT  also  advised  EOAF  that  DP  procurement  au- 
thority should  not  be  removed  from  OMIS.  Further, 
GACrT  helped  the  recent  Crozier  Commission,  and 
has  been  very  helpful  to  OMIS  in  the  preparation  of 
the  Information  Technology  Plan. 

State  Information  Technology  Plan.  With 
GACrT's  help,  OTP  is  in  the  final  stages  of  producing 
Phase  I  of  the  first  Information  Technology  Plan  for 
the  executive  branch  of  the  Commonwealth. 

Information  Technology  Policies.  OMIS  has  pro- 
mulgated over  a  dozen  information  technology  poli- 
cies, ranging  from  a  requirement  that  agencies  install 
generic  wiring  when  cabling  their  buildings  to  a  rule 
that  keeps  consultants  who  perform  a  needs  assessment 
study  from  doing  any  of  the  follow-up  work  that  arises 
from  that  needs  assessment.  A  list  of  the  OMIS's 


major  policies  that  OMIS  has  promulgated  is  included 
in  Section  V. 


Business  Problem:  Poor  systems  development  en- 
vironment. No  procedures  for  setting  system  de- 
velopment priorities. 

Results: 

Environment.  OMIS's  Bureau  of  Systems  Services 
(BSS)  has  implemented  Productivity  Plus,  a  systems 
development  methodology,  and  WINGS,  an  auto- 
mated project  management  system.  BSS  has  also  pub- 
lished detailed  software  development  standards  for  its 
employees,  and  taken  an  important  first  step  in  the  di- 
rection of  computer  assisted  software  engineering  by 
installing  Index  Technology's  Excelerator  package. 

Priorities.  BSS  has  established  three  steering  commit- 
tees, one  for  its  human  resources  unit  (PMIS,  CAPS), 
one  for  its  financial  services  unit  (MMARS),  and  one 
for  its  departmental  systems  unit.  These  committees 
have  proven  to  be  indispensable  in  the  allocation  of  re- 
sources in  the  currently  fiscally  difficult  times. 


Office  of  Management  Information  Systems 
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V.  Statistical  History 

1983-1991 


Revenue 


Sources  of  Funds  (Chart,  Table) 
Budgets,  by  Bureau  (Table) 


Expenditures 


Personnel  Expenditures  (Chart) 
Expenditures  on  Consultants  (Chart) 
Equipment  Expenditures  (Chart) 
Total  Expenditures,  by  Category  (Chart,  Table) 
Total  Expenditures,  by  Bureau  (Table) 
Equipment  Amortization  (Table) 


Personnel 


Personnel  Decreases  (Chart) 
Changes,  by  Category  (Chart) 


Performance  Benchmarks 

Technical  Pay  Law  Implementation 

Tax  Exempt  Lease  Purchase  Implementation 

OMIS  Data  Center 
Configuration 
Network  Growth 
Growth  in  On-Line  Storage 
Growth  in  Comnputing  Power 

Bureau  of  Systems  Policy  and  Planning 
Blanket  Contracts 
Information  Policy  Memoranda 
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Decreases  in  Personnel  (FTEs) 
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Technical  Pay  Law 

Number  of  Persons  in  TPL  Positions 

All  Commonwealth  Agencies 
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CPU  GROWTH  IN  MIPS 
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BCS  Revenue,  Expenditures,  and  Contribution  to 

the  General  Fund 
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COMMONWEALTH  BLANKET  CONTRACTS  FOR  DATA  PROCESSING  GOODS  AND  SERVICES 


CATEGORY 

TITLE 

START 

#OF 
YENDORS 

Cabling 

Generic  Wiring 

March  14, 1990 

4 

Data  Communications 

Data  Communications  Equipment 
(Modems,  Multiplexors,  Etc.) 

November  20,  1988 

1 

Microcomputers 

Laptop  Computers 
Apple  PC's 
Ms-Dos  PC's 

March  25, 1988 
February  2, 1989 
February  2,  1989 

4 
3 
5 

Microcomputer 
Networks 

Apple's  LAN's 
Ms-Dos  LAN's 

March  10, 1989 
March  6, 1989 

Minicomputers 

Departmental  Processors 

January  2, 1989 

Software 

Microcomputer  Software 
Project  Mgmt.  Software 

March  1, 1989 
June  10, 1988 

Storage 

DASD 
Off-Site  Storage 

February  17, 1989 
August  1, 1988 

Terminals,Printers 
Controllers 

Unisys/Sperry-Compatible 
Unisys/Burroughs  Compatible 
IBM  SNA/SDLC  Compatible 

December  1,  1985 
February  24, 1986 
March  2, 1988 

2 

Client  Tracking 

DPH/Abacus 

July  1, 1987 

Other  Contracts 

Bar  Code  Systems 

June  13, 1988 

CADD  Hardware,  Software 
Services 

April  1, 1988 

PC-Based  Disaster  Recovery 

June  12, 1989 

Systems  Development 

February  6, 1988 
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INFORMATION  TECHNOLOGY  POLICY  MEMORANDA 


SUBJECT 

PROJECT  AF-29'S 

(ADP  Policy  Memorandum  86-1) 


NEEDS  ASSESSMENT  and 
REQUIREMENTS 
DEFINITION  STUDIES 

(ADP  Policy  Memorandum  86-2) 


PURPOSE 

To  reduce  the  number  of  AF-29 
requests,  and  thereby  the  number 
of  times  Agency  Heads,  Executive 
Offices,  BSPP  and  EOAF  were 
required  to  give  approval. 

To  eliminate  the  possibility  of  a 
conflict  of  interest  or  the 
appearance  of  a  conflict  of 
interest,  and  to  help  ensure 
that  needs  assessment  studies  are 
unbiased. 


DATE  ISSUED 

August  28, 1985 


August  28, 1985 


DATA  COMMUNICATIONS 

(ADP  Policy  Memorandum  86-3) 


GENERIC  WIRING 
SYSTEMS 

(ADP  Policy  Memorandum  87-1) 


To  build  bridges  between  the  Common- 
wealth's data  centers  so  that  as 
technology  improves,  any  of  the  state's 
data  centers  will  be  able  to  function 
as  a  gateway  to  any  other  state  data 
center. 

To  achieve  significant  savings  of 
time  and  money  when  an  agency 
requires  the  movement  or  addition  of 
terminals,  or  a  change  from  one  vendor 
to  another. 


March,  1986 


September,  1986 


TAX  EXEMPT  LEASE  POLICY 
(TELP)  for  DATA  PROCESSING 
HARDWARE  AND  SOFTWARE 

(ADP  Policy  Memorandum  88-1) 


SOFTWARE  COPYRIGHT 
COMPLIANCE 

(ADP  Policy  Memorandum  88-2) 


SECURITY  for 
MICROCOMPUTER 
DATA  AND  EQUIPMENT 

(ADP  Policy  Memorandum  88-3) 


MICROCOMPUTER 
SOFTWARE  DEVELOPMENT 

(ADP  Policy  Memorandum  88-4) 


To  clarify  OMIS's  policy  regarding  the 
types  of  data  processing  items  that 
can  be  leased-purchased  under  a  TELP 
agreement ,  to  meet  periodic  agency 
requests. 

To  educate  software  users  in  their 
responsibilities  for  complying  with 
copyright  laws  and  in  the  procedures 
the  Commonwealth  has  introduced  to 
enforce  compliance  with  these  laws. 

To  educate  microcomputer  users  and 
their  managers  in  their  responsibilities 
for  protecting  the  Commonwealth's 
equipment,  software  programs,  and 
stored  information  from  accidental 
loss,  unauthorized  use,  and  theft. 

To  educate  managers  in  their 
responsibilities  for  identifying 
and  managing  microcomputer  develop- 
ment projects  within  their  area  of 
responsibility. 


July  1, 1987 


April,  1988 


April,  1988 


April,  1988 
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VI.  Future  Directions,  Impact  of  Cuts 


Bureau  of  Systems  Services  (BSS) 

The  goal  for  BSS  is  to  develop,  maintain,  and  sup- 
port automated  administrative  systems  for  use  by 
executive  departments.  There  is  much  to  be  done; 
there  are  huge  gaps  in  the  basic  infrastructure  re- 
quired to  adequately  manage  state  government. 
Strategic  use  of  information  technology  will  re- 
main a  dream  until  certain  fundamental  systems, 
such  as  Budget  Preparation  and  Non-Tax  Revenue 
Accounts  Receivable  (NTR/AR)  are  implemented. 

BSS's  core  strategy  is  to  work  with  senior  admin- 
istrative officers  to  seek  out  opportunities  for  ser- 
vice consistent  with  BSS's  mission  and  which 
promise  significant  benefit  to  the  Commonwealth. 

All  project  work  within  BSS  is  initiated  by  requests 
from  the  user  community,  prioritized  by  the 
appropriate  steering  committee  and  made  active 
when  resources  from  BSS  and  the  user  department 
are  available  to  support  the  effort. 

Attached  are  the  planning  models  for  BSS  projects 
planned  through  February,  1991.  The  plans  are 
aggressive  and  clearly  reflect  overcommitted  re- 
sources. Not  included  are  the  31  full-time  equiva- 
lents (FTEs)  required  to  maintain  and  support  ex- 
isting systems.  The  project  request  backlog  is 
significant  and  represents  approximately  3  years  of 
work  based  on  existing  staffing  levels. 

The  amount  of  possible  software  development 
work  is  limited  only  by  the  number  of  resources 
available  and  BSS's  ability  to  manage  the  projects. 
Additional  budget  cuts  will  mandate  less  develop- 
ment. Currently  only  46%  of  BSS's  resources  is 
available  for  enhancing  existing  systems  or  devel- 
oping new  software. 

The  benefits  of  the  work  BSS  does  is  tangible  and 
significant.  Before  PMIS  people  were  not  paid  ac- 
curately. Before  MMARS  chaos  reigned  in  the  ac- 
counting systems  and  bill  paying  was  a  nightmare. 
Current  projects  focus  on  efficiencies  such  as  the 
decentralized  audit  for  DPA,  money  savings  via 
programming  analysis  reports  for  the 


telecommunications  audit,  essential  programmatic 
functionality  with  NTR/AR,  services  such  as  the 
Dependent  Care  Assistance  Program  (DCAP)  and 
much  more.  Continuation  of  these  efforts  and 
other  critical  project  work  is  vital  to  the  health  and 
stability  of  the  Commonwealth. 


Bureau  of  Computer  Services  (BCS) 
Data  Center 


OMIS 


Fiscal  constraints  are  making  it  difficult  for  BCS 
to  meet  customer  demand.  Although  chargeback 
revenue  substantially  increases  BCS's  ability  to  ex- 
pand to  meet  demand,  reductions  in  appropria- 
tions have  meant  that  only  about  $0.25  of  every 
chargeback  dollar  can  actually  be  used  to  fund  in- 
creased demand  for  services.  Eventually  new  cus- 
tomers and  applications  will  have  to  be  turned 
away,  despite  chargeback  revenues.  Anticipated 
further  reductions  in  force  this  fiscal  year  will  re- 
quire BCS  to  close  its  Records  Management 
Center  in  Westborough,  forcing  customer  agencies 
to  procure  more  expensive  services  outside. 

Data  center  consolidation  is  the  most  viable  alter- 
native for  keeping  the  Commonwealth's  data 
processing  costs  down,  and  retaining  state  of  the 
art  technology  at  affordable  prices  for  customer 
agencies.  Consolidaton  of  the  Registry  of  Motor 
Vehicles  data  center  with  the  OMIS  Data  Center 
would  substantially  aid  in  this  effort. 

A  single,  statewide  data  and  voice  communications 
network  must  be  implemented.  Network 
equipment  now  owned  by  customer  agencies 
(circuits,  modems,  etc.)  needs  to  be  consolidated 
under  the  control  of  the  OMIS  data  center  to 
achieve  further  cost  savings  by  optimizing  the  use 
of  circuits  and  modems  among  all  user  agencies. 
Network  disaster  recovery  must  also  be  planned 
for  implementation  as  soon  as  possible. 

Space  and  environmental  constraints  at  the  Data 
Center's  One  Ashburton  Place  location  make  relo- 
cation to  a  more  spacious  facility  outside  of  Route 
128  a  very  attractive  alternative.  Data  center 
growth  is  now  limited  by  current  space.  This  is  an 
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especially  critical  issue  in  the  light  of  the  need  for 
data  center  consolidation,  and  movement  toward 
shared  facilities. 

The  OMIS  chargeback  system  also  needs  to  be 
amended  to  move  toward  a  zero-based  budget, 
through  the  elimination  of  credits  and  "unbillable" 
status  for  user  agencies  that  the  data  center  cur- 
rently cannot  bill. 

Office  of  Technology  Planning  (OTP) 

Since  January,  1990,  when  OTP  was  created,  OTP 
has  lost  four  professional  staff  members  (30%). 
Due  to  budget  cuts,  these  positions  have  not  been 
refilled. 

The  loss  of  these  technical  staff  people  has  resulted 
in  the  following  problems: 

1 .  Elimination  of  Departmental  Systems 
Consulting.  OTP  has  not  been  able  to  provide 
technical  consulting  or  assistance  to  agencies  with 
departmental  systems. 

2.  Elimination  of  Cost  Benefit  Analyses.  OTP 
has  also  not  been  able  to  work  with  agencies  on 
cost  benefit  analyses  of  the  various  alternative 
information  systems  available  to  them..  In  the 
past  OMIS  provided  analyses  on  Buy  versus 
Make,  and  Departmental  versus  Mainframe- 
based. 

3.  Reduced  Agency  Planning.  OTP  is  able  to 
provide  only  minimal  planning  assistance  to 
agencies.  Presently  this  assistance  is  directed  at  the 
Commonwealth's  most  severe  problems  (e.g., 
Medicaid  and  other  assistance  programs). 


Bureau  of  Technical  Education  (BTE) 

There  is  a  recognized  need  for  BTE  to  continue  to 
provide  its  basic  services:  professional  staff  de- 
velopment, data  center  user  support,  local  area 
network  user  support,  application  training,  and 
continuing  education  for  agency  MIS  directors 
and  their  senior  staffs.  It  is  essential,  despite  staff 
reductions  and  limited  resources,  that  BTE  keep 
enough  of  a  core  in  place  to  provide  critical  ser- 
vices. 

The  greatest  need  in  the  Commonwealth  is  that 
BTE  provide  more  training  in  the  use  of  personal 
computers,  and  in  personal  computer  networking 
and  applications.  This  effort  would  parallel  the 
role  BTE  plays  with  data  center  clients:  providing 
a  centralized  place  to  learn  from  working  profes- 
sionals. Centralizing  training  services  also  makes 
tremendous  sense  because  it  efficiently  utilizes 
training  materials,  facilities,  and  administrative 
costs.  It  also  builds  upon  the  groundwork  OMIS 
has  built  in  other  areas,  providing  "one  stop 
shopping"  for  technical  expertise  and  assistance. 

BTE  is  now  down  to  the  barest  essentials  needed  to 
keep  its  core  program.  Any  further  cuts  will  result 
in  the  elimination  of  a  major  initiative.  As  it 
stands  now,  even  staff  absences  impact  the 
timeliness  and  efficacy  of  BTE's  efforts. 

BTE's  biggest  fiscal  concern  is  replacing  classroom 
equipment.  In  the  next  year,  the  personal 
computers  will  need  to  be  replaced  with  models 
that  can  support  the  new  "Windows"  environment. 
If  BTE  is  to  continue  to  support  presenta- 
tion/publication technology  BTE  will  also  have  to 
acquire  a  Macintosh  II. 
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VII.  Recommendations 


OMIS's  general  recommendations  are  listed  first,  followed  by  recommendations  specific  to 
each  OMIS  bureau. 

General  Recommendations 

The  following  recommendations  constitute  the  major  recommendations  of  OMIS's 
"Information  Technology  Plan  for  the  1990's". 

1.  Governor's  Committee.  Empower  the  current  Governor's  Advisory  Committee  on 
Information  Technology  by  giving  it  selected  review  and  approval  responsibilities. 

2.  CIO.  Have  the  Governor  appoint  a  Chief  Information  Officer  (CIO)  who  would 
report  to  the  Secretary  of  Administration  and  Finance,  serve  as  a  member  of  the  revised 
Governor's  Committee,  and  take  responsibility  for  implemention  of  the  recommendations 
and  initiatives  of  the  Information  Technology  Plan,  once  the  current  draft  is  finalized. 

3.  Information  Technology  Plan.  Have  the  CIO  review  and  finalize  the  "Information 
Technology  Plan",  so  that  it  reflects  the  program  priorities  of  the  new  administration. 
(Because  the  draft  Plan  is  in  written  form,  its  initiatives  are  not  reiterated  below  in  the 
following  bureau-specific  recommendations.) 

Bureau  Recommendations 


Bureau  of  System  Services  (BSS) 

1.  Maintain  the  Executive  Steering  Committee 
to  provide  high-level  priority  setting,  and  review 
and  approval  of  all  BSS  projects.  Membership 
consists  of  the  Budget  Director,  the  Comptroller, 
the  Undersecretary  of  Administration  and 
Finance,  and  the  Director  of  OMIS. 

2.  Continue  the  Steering  Committee  process  for 
driving  priorities  and  project  work.  Currently 
committees  exist  for  departmental  systems, 
financial  systems,  human  resource  and  payroll 
systems,  and  PARIS. 

3.  Staff  and  support  key  projects  such  as  the 
Budget  Preparation  System  and  the  Compensation 
Management  System  at  both  the  user  and  BSS 
levels. 

4.  Run  the  Programmer  Training  Program 
annually. 


5.  Establish  a  chargeback  mechanism  for  BSS 
using  a  retained  revenue  account  that  allows  staff 
to  be  hired  on  retained  revenue  to  support  key 
development  efforts. 

6.  Develop  an  incentive  plan  for  rewarding 
project  completions,  referral  of  experienced 
technical  professionals,  and  outstanding 
performance. 

7.  Enable  BSS  to  take  full  advantage  of  current 
advances  in  the  area  of  computer-assisted  software 
engineering. 

8.  Create  a  software  development  unit  whose 
primary  responsibility  is  the  development  of 
network-capable  personal  computer-based  ap- 
plications under  the  "Windows"  and  "OS/2" 
operating  systems,  using  emerging  application 
development  technologies. 
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Bureau  of  Computer  Services  (BCS) 

1 .  Consolidate  the  RM V  Data  Center  and  the 
OMIS  Data  Center  under  BCS. 

2.  Move  the  consolidated  data  center  to  a  site 
outside  Route  128  (e.g.,  the  Grafton  State  Hospital 
area  identified  by  DCPO  in  a  recent  study  of 
potential  sites  for  operational  centers). 

3.  Refine  the  Data  Center  chargeback  system 
(zero-base,  no  credits,  no  "unbillable"  agencies). 

4.  Move  to  full-scale  automation  of  operations 
(a  so-called  "lights  out",  or  "dark"  data  center). 

5.  Enhance  disaster  recovery  to  include  all 
critical  applications,  and  enter  into  negotiations  to 
obtain  access  to  a  "cold"  site. 

6.  Maintain  "state  of  the  art"  technologies  where 
cost  effective,  and  where  supported  by  customer 
need. 

7.  Expand  the  type  of  mainframe  resources  the 
Data  Center  provides  customer  agencies. 

8.  Build  a  single,  statewide,  voice/data 
telecommunications,  network  that  encompasses  all 
data  center  networks,  including  OMIS's. 

9.  Install  disaster  recovery  capabilities  for  the 
network. 

10.  Encourage  BCS  to  offer  non-traditional 
computer  resources,  i.e.,  to  broaden  BCS's  base 
from  traditional  mainframe-based  resources  to 
make  selected  minicomputer  and  personal 


computer-based  resources  available  for  its 
customer  agencies. 


Office  of  Technology  Planning  (OTP) 

1.  Include  OMIS  in  the  review  and  approval  of 
agency  budget  requests  for  information  technology 
goods  and  services,  including  requests  for  capital 
funds. 

2.  Establish  a  chargeback  system  to  support 
OTP  management  of  the  wide  area  network,  and 
to  make  it  possible  for  OTP  to  manage  agency 
local  area  networks  when  requested  to  do  so. 

3.  Add  staff  to  OTP  to  assist  with  the  on-going 
telecommunications  audits. 

4.  Add  personnel  to  OTP  allow  it  to  provide 
technical  consulting  to  other  agencies,  including 
cost-benefit  analyses  of  technical  alternatives. 


Bureau  of  Technical  Education 

1.  Promote  the  sharing  of  training  resources, 
whether  instructors,  classrooms,  software, 
expertise,  or  administrative  support. 

2.  Implement  an  instructor  rotation  program 
that  allows  agency  in-house  experts  to  teach 
classes. 

3.  Prepare  introductory  manuals  for  each 
statewide  system  (PMIS,  MMARS,  PARIS, 
CAPS,  etc.)  to  assist  new  agency  personnel  during 
the  coming  transition. 
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VIII.  Executive  Summary 

The  Past. 

During  the  past  eight  years,  OMIS  has  achieved  a  number  of  significant  goals: 

*  It  submitted  legislation,  now  called  the  Technical  Pay  Law,  that  has  enabled  OMIS 
and  other  agencies  to  offer  competitive  salaries,  and  thereby  to  attract  and  retain 
technical  professionals.  The  Governor's  Advisory  Committee  on  Information 
Technology  provided  critical  support  for  this  effort. 


* 


* 


* 


It  reduced  its  use  of  technical  consultants  by  over  90%,  from  $3,658,150  in  FY1983  to 
$306,708  in  FY1990. 

It  provided  the  executive  branch  with  the  key  administrative  systems  which  any  multi- 
billion  dollar  enterprise  must  have: 

An  on-line,  integrated  personnel/payroll  system  (PMIS) 

An  on-line  accounting  and  accounts  payable  system  (MMARS) 

A  number  of  states  still  have  separate  personnel  and  payroll  systems,  with  the 
attendent  problems  that  the  lack  of  their  integration  causes,  and  more  than  several 
states  are  just  now  implementing  centralized,  on-line  accounting  systems,  more  than 
four  years  after  Massachusetts.. 

It  put  over  20  blanket  contracts  in  place  to  facilitate  the  procurement  of  data 
processing  goods  and  services,  and  to  provide  prices  significantly  below  list.  These 
contracts  were  used  by  Commonwealth  agencies,  authorities,  cities,  towns,  and  other 
governmental  entities.  They  saved  time,  allowed  agencies  to  grow  with  compatible 
equipment,  and  gave  vendors  a  major  incentive  to  provide  good  service  in  order  to 
get  repeat  business,  as  well  as  provide  significant  discounts.  Since  1986,  OMIS's 
blanket  contracts  yielded  prices  $14  million  below  list. 

It  provided  resources  that  proved  necessary  to  make  sure  that  the  Registry  of  Motor 
Vehicles  got  a  modern,  on-line  driver  license,  motor  vehicle  registration  system. 
With  the  new  system,  the  Registry  was  able  to  reduce  its  lines  significantly, 
implement  a  mail-in  renewal  program,  enforce  license  suspension  laws  for  the  first 
time,  and  build  an  award-winning  extension  that  will  significantly  reduce  the  number 
of  uninsured  motorists  in  the  Commonwealth. 

*  It  audited  five  years  of  telephone  bills,  and  presented  evidence  to  the  telephone 

company  that  yielded  over  $6.4  million  dollars  in  credits  for  overbillings,  and  on- 
going annual  savings  of  over  $1.0  million. 

*  It  converted  a  data  center  with  a  deservedly  poor  reputation  into  a  well-run, 

professionally  managed  data  center.  The  data  center  now  provides  many  times  the 
services  it  provided  in  1983  at  proportionately  less  cost.  In  addition  to  a  chargeback 
system  that  enables  the  data  center  to  respond  quickly  to  user  agencies's  needs,  the 
center  has  added  disaster  recovery  for  critical  systems,  global  security,  emergency 


* 
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generators,  systems  that  automate  much  of  the  routine  operations,  and  professional 
database  administration.  During  this  period,  the  data  center  also  ended  its  sole 
dependence  on  one  hardware  vendor,  put  its  mainframe  procurements  out  to  bid, 
and  saved  several  million  dollars  by  doing  so. 

*  It  established  a  technical  education  unit  whose  job  included  making  sure  that  OMIS's 

technical  employees  had  the  minimal  skills  required  to  do  their  jobs. 

*  It  has  provided  technical  assistance  to  many  agencies,  helping  them  choose 

appropriate,  cost-effective  hardware  and  software,  and  implement  major  systems, 
including  a  case-tracking  system  in  all  of  the  district  attorneys  offices,  a  hospital 
billling  system  for  the  Departments  of  Public  Health  and  Mental  Health,  a  personal 
computer-based  system  for  the  Women,  Infants  and  Children  program,  and  a 
correspondence  system  for  the  Governor's  Office. 

*  To  help  ensure  coordinated  development  of  geographic  information  systems  in  the 

Commonwealth,  OMIS  started  a  coordinating  committee  that  has  grown  rapidly, 
and  now  has  representation  from  many  state  agencies,  cities  and  towns,  educational 
institutions,  both  public  and  private,  and  the  vendor  community. 

*  OMIS  has  worked  with  the  Governor's  Advisory  Committee  to  prepare 

Massachusetts's  first  statewide  Information  Technology  Plan,  and  has  a  draft 
version  prepared  for  transmittal  to  the  new  administration. 

*  It  has  developed  and  maintained  much  needed  software  systems  for  a  number  of 

executive  branch  departments,  including  a  Universal  Health  Insurance  billing  system 
for  the  Department  of  Employment  and  Training,  a  capital  projects  management 
system  for  the  Department  of  Capital  Planning  and  Operations,  and  a  case  tracking 
system  for  the  Division  of  Industrial  Accidents.  Without  OMIS's  help  these  agencies 
would  have  had  to  turn  to  outside  consultants  at  a  significantly  higher  cost  to  the 
Commonwealth. 


The  Future. 

In  addition  to  the  many  initiatives  in  its  Information  Technology  Plan,  OMIS's 
primary  recommendations  are  the  following: 

*  The  Governor's  Advisory  Committee  should  be  converted  from  an  advisory  body  into 

a  group  with  selected  review  and  approval  authority  regarding  information 
technology  initiatives  in  the  executive  branch. 

*  The  Governor  should  appoint  a  Chief  Information  Officer,  who  would  report  to  the 

Secretary  of  Administration  and  Finance  (as  recommended  by  the  Crozier 
Commission),  along  with  Chief  Officers  for  finance,  human  relations,  and 
operations. 

*  The  CIO  should  be  empowered  to  finalize  the  Information  Technology  Plan,  to  make 

its  initiatives  reflect  the  priorities  of  the  new  administration,  and  then  to  implement 
those  initiatives. 


